A LONGEVITY BY DESIGNED PLAYBOOK

The Executive
Prioritization

Playbook

A practical framework for focus, trade-offs, ownership, and the

decisions that separate a designed operation from a heroic one.

THE EXECUTIVE STANDARD

Protect what cannot fail.
Focus on what moves the business.

Defer what can wait.
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SECTION 01

Executive Premise

Prioritization is a leadership decision, not a lis-management exercise.

CORE PRINCIPLE

Important does not automatically mean now. An executive protects the business from unacceptable risk,
concentrates resources on the few outcomes that matter most, and makes explicit trade-offs when new work
enters the system.

Most operations do not fail because leaders lack judgment. They fail because that judgment lives in one person's head and
gets re-applied, inconsistently, under pressure, so every request becomes a negotiation and the organization learns to
escalate instead of decide. A prioritization standard is what the team can run when you are not in the room.

WHERE THIS SITS IN THE ROBUST OPERATIONS ECOSYSTEM

Prioritization is a governance mechanism. It makes decisions visible, repeatable, and independent of who happens to be
available. It is the same principle that moves an organization from hero-dependent operations to designed, resilient
systems.

WHAT THIS PLAYBOOK IS DESIGNED TO DO

- Create a common language for priority decisions across the leadership team.
- Separate true business priorities from requests, noise, and inherited urgency.
- Make capacity trade-offs visible before commitments are accepted.

- Clarify when the executive should own, sponsor, review, or delegate.

- Create a repeatable weekly rhythm for re-prioritization as conditions change.

THE THREE EXECUTIVE CATEGORIES

CATEGORY PURPOSE EXECUTIVE RESPONSE PRIMARY QUESTION
NON- Protect the business Act / Protect / Escalate What happens if we do not act?
NEGOTIABLE
IMPORTANT Advance the business Prioritize / Plan / What measurable business outcome
Delegate improves?
NICE TO HAVE Improve when capacity Defer / Delegate / What happens if this waits 30 to 90 days?
allows Eliminate

If‘e\x‘erything is a priority, nothing is a priority. At any moment, the 1eadership team should be

:1b]e O name the 3 LO 5 outcomes Eh'dt martter most.
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SECTION 02

The Three Priority Levels

Classify by consequence and business impact, not by volume, visibility, or who asked.

Non—Negotiable

PROTECT THE BUSINESS

* Employee, patient, or customer safety

* Product quality or regulatory compliance

+ Legal, ethical, or business continuity exposure
« Critical customer commitments

 Major financial or reputational risk

« Explicit CEO or Board commitments

« Critical employee matters requiring immediate leadership attention

EXECUTIVE TEST: What happens if we do not address this?

ACT /| PROTECT / ESCALATE

Important
ADVANCE THE BUSINESS

« Strategic initiatives and growth

* Revenue, productivity, or cost improvement

+ Capacity expansion and critical hiring

« Yield, quality, or operational performance improvement
- Engineering and technology initiatives

+ Organizational capability and leadership development

EXECUTIVE TEST: Does this materially improve a critical business outcome?

PRIORITIZE /| PLAN / DELEGATE
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Nice to Have
IMPROVE WHEN CAPACITY ALLOWS

« Cosmetic improvements

» Optional reports or presentations

- Additional analysis with low incremental value
» Low-impact process refinements

* Meetings without a decision or clear output

- Projects with weak ROI or flexible timing

EXECUTIVE TEST: What meaningful consequence occurs if this waits 30 to 90 days?

DEFER / DELEGATE / ELIMINATE

Nice to Have is not the same as worthless. It is parked with a review date, because an organization that

watches its good ideas disappear silently stops offering them.

HOW TO APPLY THE LEVELS

DISCIPLINE WHAT GOOD LOOKS LIKE

Keep the top level Non-Negotiables should be a small share of the total list. If the category grows, it has been diluted
scarce and it stops carrying information.

Rank only within Non-Negotiables are not ranked against each other. Important items are, and this is where the real
Important choosing happens.

Leave capacity If the top two levels consume all available capacity, something must move down. Unplanned work
unspent is not an exception; it is a certainty.

Classify out loud The level is assigned in the leadership forum, not privately. Shared classification is what makes the

language common.

Publish all three Including the deferred list, with a review date. Visible deferral protects credibility; silent deferral
destroys it.
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SECTION 03

The Executive Decision Filter

Run every significant new request through the same questions before accepting it as a priority.

EXECUTIVE QUESTION

Is there safety, quality, regulatory, legal, or ethical exposure?

Is business continuity at risk?

Is a critical customer commitment at risk?

Is this an explicit CEO or Board commitment?

Does this materially advance strategy?

Will it significantly improve revenue, cost, quality, delivery, people, or
capacity?

What happens if we delay it 30 days?

Is the deadline real or requested?

Does this require executive involvement?

Can another leader own the outcome?

What must stop or move if we accept this?

Is the expected value worth the resources?

THE 60-SECOND TEST

WHAT IT TESTS

Business protection

Business protection

Customer impact

Governance
commitment

Strategic value

Business value

Consequence of delay

True urgency

Leadership leverage

Delegation

Capacity

ROI / leverage

LIKELY OUTCOME

Non-Negotiable

Non-Negotiable

Non-Negotiable

Usually Non-
Negotiable

Important

Important

Clarifies priority

Clarifies timing

Clarifies role

Clarifies ownership

Forces trade-off

Confirms value

If you cannot clearly explain the consequence, the business outcome, the owner, the timing, and the trade-off,

the item is not ready to become an executive priority.
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SECTION 04

Priority, Urgency & Trade-Offs

Urgency describes timing. Priority describes importance. Executives must manage both.

PRIORITY IS NOT URGENCY

URGENT NOT URGENT

NON-NEGOTIABLE Act immediately Protect and schedule
IMPORTANT Prioritize execution Plan deliberately
NICE TO HAVE Challenge the urgency Defer

EXECUTIVE QUESTION

Is this genuinely urgent, or has it simply been presented as urgent?

THE RULE OF TRADE-OFFS

No new major priority without an exp]icit trade-off.

MOVE QUESTION EXPECTED DECISION

ADD What are we adding? Define the new outcome and why it matters.
STOP What will we stop doing? Remove work that no longer earns capacity.
DELAY What moves to a later date? Re-sequence lower-priority commitments.
DELEGATE What can another leader own? Move execution to the right level.
ACCELERATE What needs additional resources? Protect timing only when the value justifies it.

CAPACITY PRINCIPLE

When capacity is full, a yes to a new priority is automatically a no, a not now, or a less to something else. That trade-off
happens whether or not you name it. The only choice you have is whether the organization sees it, or absorbs it quietly
through overtime, shortcuts, and burnout.
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SECTION 05

The Executive Ownership Model

Be accountable for focus and outcomes, without becoming the default owner of every important task.

LEVEL EXECUTIVE ROLE USE WHEN

OWN Personally accountable Only the executive can resolve the cross-functional decision,
risk, or stakeholder requirement.

SPONSOR Set direction, remove A leader owns execution but needs executive air cover,
barriers resources, or decisions.

REVIEW Monitor outcome and The work matters, but the accountable leader has the authority
risk and capability to execute.

DELEGATE  Entrust and stay out of The outcome belongs at the functional or team level and does
the way not require executive attention.

THE DELEGATION TEST

CADENCE

Direct,
frequent

Milestone-
based

Periodic

Exception only

Before taking ownership, ask: am I the only person who can do this, or am | simply the fastest person available?

Being the fastest is how capable leaders quietly become the constraint.

ESCALATION TRIGGERS

+ A Non-Negotiable is at risk of missing its committed outcome or deadline.
« A cross-functional conflict cannot be resolved at the accountable leader level.

» Resources are insufficient and a portfolio-level trade-off is required.

* The risk profile materially changes in safety, quality, regulatory, legal, customer, financial, or reputational terms.

+ A decision is stalled because ownership or decision rights are unclear.
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SECTION O6

Portfolio Discipline

Manage a small set of enterprise outcomes, not a long list of equally weighted activities.
(& J C J - C

RECOMMENDED PORTFOLIO

Maintain 3 to 5 critical business priorities at a time. Everything else should clearly support them, be delegated, or

sit in a lower-priority backlog.

A HEALTHY EXECUTIVE PORTFOLIO

PORTFOLIO LAYER PURPOSE EXECUTIVE TREATMENT

3 to 5 Critical Business Define success for the current period. Visible, measurable, frequently

Priorities reviewed

Non-Negotiables Protect the business and its commitments. Always protected; escalate

exceptions

Functional Priorities Advance work through accountable leaders. Delegate with a review cadence

Nice-to-Have Backlog Preserve good ideas without consuming current Activate only when capacity exists
capacity.

THE WEEKLY PRIORITIZATION REVIEW

H# WEEKLY QUESTION

What became Non-Negotiable this week?

What are the 3 to 5 outcomes that matter most now?

2
3 What is at risk?
4 Where am | becoming the bottleneck?
5 What should | delegate?
6 What should we stop or delay?
What Nice-to-Have work is consuming resources?
7 8
8 What decisions does the organization need from me?
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OUTCOME

Reclassify risk and protect resources.

Confirm focus.

Surface issues before they become misses.

Release decisions or delegate.

Push ownership to the right level.

Create capacity.

Remove priority leakage.

Accelerate execution.
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SECTION 07

Leadership Language & Failure Modes

Priority discipline becomes real when leaders use consistent language in daily decisions.

USEFUL EXECUTIVE LANGUAGE

SITUATION EXECUTIVE LANGUAGE

When a new request arrives “What business outcome does this change, and what moves if we accept it?”

When everything feels urgent “Which consequence is unacceptable if we do nothing?”

When work is important but not “This matters. It is not the next thing.”

immediate

When delegating “You own the outcome. Bring me the decision or risk that requires my level.”

When protecting capacity “What are we stopping, delaying, or de-scoping to make room?”

When challenging a deadline “Is that date externally committed, operationally required, or simply
preferred?”

COMMON FAILURE MODES

FAILURE MODE WHAT IT LOOKS LIKE CORRECTIVE MOVE

Priority inflation Too many “top priorities.” Force-rank; cap the critical portfolio at 3 to 5.

Executive heroics The leader becomes the default owner Move ownership down; retain sponsorship and
and fixer. decision rights.

Inherited urgency A fast request is treated as immediate Test the consequence and the reality of the deadline.
action.

Invisible trade-offs New work added without removing Name the stop / delay / delegate decision.
anything.

Activity over Plenty of action, unclear business result. Define measurable outcomes and milestones.

outcome

Nice-to-Have Optional work consumes constrained Move to backlog until capacity is available.

leakage resources.

Executive heroics is the failure mode that hides all the others. When the leader absorbs the gap, the system never has to

show where it is broken.

©
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SECTION 08

Quick Reference

Print this page. Use it in staff meetings, weekly reviews, and on-the-spot priority decisions.

J

Protect. Focus. Defer.

THE EXECUTIVE STANDARD

LEVEL MEANING TEST ACTION
NON- Protect the business Is the consequence of inaction ACT / PROTECT /
NEGOTIABLE unacceptable? ESCALATE
IMPORTANT Advance the business Does it materially improve a critical PRIORITIZE / PLAN /
business outcome? DELEGATE
NICE TO HAVE Improve when Can it wait 30 to 90 days with minimal DEFER / DELEGATE /
capacity allows consequence? ELIMINATE

THE 90-SECOND DECISION CHECK

| What is the consequence if we do nothing?

5 What measurable business outcome changes?
3 Is the deadline real, committed, or preferred?
4 Who should own the outcome?

5 What requires executive-level involvement?

6 What will stop, delay, delegate, or de-scope to create capacity?

7 Which category does this belong in: Non-Negotiable, Important, or Nice to Have?

Protect what cannot fail. Focus on what moves the business. Make trade-offs Cxp]icit. Put

Owncrship at the 1‘ight level. Rc—prioritizc as the facts changc.
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Where this comes from

Longevity by Designed is a leadership development platform helping leaders in regulated
manufacturing and MedTech build performance systems that hold under pressure. The
methodology, the Robust Operations Ecosystem, moves organizations from hero-dependent
operations to designed, resilient systems. It comes from more than twenty-five years of senior
leadership in global operations.

This playbook is one mechanism inside that ecosystem. It works best when it is not the only one.

CURRENTLY AVAILABLE

The Hero Trap

BOOK - COMING SOON

A leadership playbook for building performance that holds under pressure. It diagnoses the hidden pattern that quietly
destroys organizational performance, and shows the way out.

. 14 .
From Heroism to System / Del Heroismo al Sistema
ON-DEMAND COURSE - BILINGUAL

For plant and middle managers in regulated manufacturing. Build the operational governance system of cadence, KPIs, and
decision rights that lets performance hold with or without you in the room.

Designed to Lead
BI-WEEKLY NEWSLETTER - BILINGUAL

Operational leadership, industry signals, and lessons from the consulting room. Eight issues published so far. Read them
online or subscribe to receive the next.

Not sure how much of your operation still runs on heroes? Take the Hero-Dependence Diagnostic or
schedule a call at longevitybydesigned.com.

Pcoplc. Lcadcrship. Design. Success.
C

Maritza Barruos | Founder & President, Longevity by Designed LLC

www.longevitybydesigned.com - mbp@longevitybydesigned.com - 619-981-0941
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